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ABSTRACT - : o 5
In the past few years, numerous states have 1n1t1ated

.of the,follow1ng,characterlstlcs. (1) teacher_and adm1n1strator o
certification and competency tests: (2) school-based planning; (3) _
staff development; (4) student assessment; (5) revised curricula and

~revised accreditation standards. New Jersey has developed a
comprehenslve plan to implement a,"thqrough and efficient" (T&E)-
system in which schools are able to identify problem areas and
provide remediation. Minnesota has combined two programs, Some

Essential Learner Outcomes (SELOs) and Planning, Evaluatxon and

Reporting (PER), to develop a process for curriculum piannlng and 3.

evaluation whxch addresses its specific needs. Colorado's plan has

focused on accreditation requirements, accountability, school climate

. improvement, and Individually Guided Education (IGE). In North

" Carolina, eight regional service centers are used to provide }
technical assistance to local districts and schools. The Connecticut
School Effectiveness Project is a voluntary.school-site approach in
which the local faculty is responsible for .developing 1ts own plans.
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Sch ls Can Impr(we

re Allan Odden, director. Education Programs

Division; ECS:

:schools can change zmd states can nelp

them do it. They can become more effective in .
teaching the basic skills to all students. After 15"

years.of, studymg change in local school hstné;s

researchers have identified a_number of promis-

. ing strategies for managing schools, training staff,

providing technical assistance and déveloping new

matzrials. Different actors. —_teachers. princi-
pal»."supcrmtendents and chief state school ofti-
cers — and different levels of the education sys-

tem — the,sglloql the local district and the state
— _play different roles in this process and have
different impacts.

|mprovement Thls is perhap§ lhe moxt funda-

mental’ f'ndmg, from research in progtam lmple-

that are chnrdcterlzed by a focus on the basnc
skills; collaborative planning among teachers: in-
structional leadership from principals: and order,

discipline and a sense of efficacy on the part of

both students and teachers are associated with the
most cffective schools. Whether the interest is in

lmprovmg basic skills; carrying out cffective de-
segregation programs or_providing special ser-
vices for the educationslly disadvantaged, the
handicapped or students with a language other
than English. the school must be the focal point

for plannm&,. orgamzmg. developing the staff and

Larrymg out an lmprovement program.
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Prmcxpal Is Key

Successful schools and teaching staffs are _
characterized by a great deal of collaboration in ™
working toward clearly defined missions and pur-

poses for their schools: Bnngmg about this be-
havior is a complex task and it is the function ot
the principal. .

As the person in charge of the school the

principal must provide the_instructional leader-
ship. either personally or through Selecting and
supporting other school leaders. He or she must

command knowledge of: (1) teaching and learn-
ing; i.e.; effective teaching research; (2) staff de-
velopment practices based on eﬁ'ectlve teaching

research; and (3) the dynamlcs of organizational

change, i.e., what actions are most llkely to make
change edsier or more difficult for various groups

of people: In addition; effective instructional

leadership requires the management skills needed
to (l) sct the strateglc goals that foster a school-

sources; orgamze the school and make adminis-
trative decisions in ways that promote conditions -
for effective classroom teaching.
Effective.schools are run by principals
who know what is_happening in the school and

who are actively leading the effort to provide
quality education: They provide both the psycho-
logical and logistical support that teachers need
to carry otit their part of the program. Principals

who are commmed to. school lmptovement pro-

goals and d procediires; who comn]gpu.ate well with
their staffs; and who give teachers mujor control
over the details of the process are most success-

ful in improving their schools.
(continued on page 2)



) 3 Focus plannlng and action on individual schools.

;_;;-i school curr iculum; with articulation across both programs and grades:

e e e ttar e e 0 s i o o Ko it B i

To Improve Schools

State Leader

Set statewide goats for achlevement in the basic sklﬁs

< Add school-level plannlng to accreditation requnremonts
Add knowledge of the effective teaching research to teacher certlflcatlon

requirements:

4. Adjust administrator certification requirements to include the sets of eicp'e'rtisé
needed by building level mstructnonal leaders. P

5. Eliminate program rules; regulatlons and fiscal requirements that |mpede

- school-level coordination of all programs.
6. Expand the state department staff assigned to teohhical assistance for local
schools. : .
7. Develop statewide research networks for disseminating training manuals and

(F%) N‘W‘

classroom materials useful for school |mpr0‘Vement programs.

LN

| Supérintendéﬁf

" 1. Setclear dlstrlctmde goais for achievement in the basic skills.

2. Show active leadership for aschool |mprovement program and convey

understanding of the difficulties involved.

4. Select principals with the knowledge and managerlal skills needed to be

school-level insiructional leaders:
_5 Create. programs that train, pr|nC|pals in the skills needed to be mstructlonal

leaders and train teachers in effective teaching and classroom managerlal
skills. .

6. Allocate funds for central office staff to work. with teachers over the long term

on the details of improvement.

Principal
Set clear goals for student achlevement in the basic skills:
-Be an active leader in lmprovmg the school's instructional program

.

Be open with teachers and interact often with them.
Allow teachers to maintain control over the day—to—day details of instruction.

Develop staff training programs, train teachers to be the trainers and aIIocate
time for“the programs.

6. Develop; orgamze. coordinate and manage an. mtegrated anggogrdmated

Ut & 9) S Mol

7 Organize school activities and class penods to incredse student time on task:
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- provement process

,

cipal’s vrslon txnd plan lf the program is to suc-
cu.d Olten they must chdnge thelr attltudes and

Cnce the day to- day operation of a school im-

provement program. change and commitment will
come eusier for them. Without this criticaily im-

© portant element — = teacher_commitment — the

suceess levels bf schiool improvement proqrnms
-are dramatically lowered.

Collaborative planning : and good colleglal

relationships among teachers are‘also lmportant
mgredlents Change involves resocialization: in-
teraction is a major basis for social learning. If
teachers e‘(change ldeas. support and posntlve

Sustained staﬁ' development pmgrams are

among teachers Moreover, teachers learn best

from each other. so teachers trained to be staff -

developers tend to be the most effective. The rich,

new knowledge coming from effective teaching

research provndes ample content for. practical,

Central Office Support

The central office ot‘local school dlstrlcts

also can contribute concretely and slgnlf'cantly

ta a school improvement effort: In fact; new pro-

grams.should be attempted only when there is
central office commitment to provide the neces-

sary leadership, resource-assistance and follow-

through: While individuat teachers or schools can

lmplement some level of educauon lmprovement

- ment effort requnres solld support and a strong
degree of central administrative authority from the
superintendert and his or her staff. Just as the

principal sets the strategic directions for a school.
the central office must set clearly the s.rategic
directioris for the district,-and target district re-

sources — people and money — toward those -

schools ang classrooms .the central staff must
show that they understand the realities of lmple-
menting a school improvement program and visi-
bly assist in the process itself. Specific .central

- district office actions can enhance the school im-

1. The certral office ¢ can see to it that newly Lired
principals are well grounded in the concep-

tual and managerial skllls needed for eﬂ'ectlve
instructional leadership. If prmcvpals are not
. selected with these criteria in mind, the key

element for leadership ateach school is likely
" to be missing.

The central office can offer training in the
knowledge and techniques needed for school
impiovement to principals already at schools.

W

I8

The central administration can see to it that
tribute to school improvement programs
SUCCESS:

Recent school lmprovement research :
shows that central off'ce curnculum staff play
crucial roles in increasing and maintaining teacher
commutment to school-based change efforts. They
can provide specific training to teachers, provide
materials. suitabie for the problems being ad-
dressed help solve unlque problems and lend
This kind of long-term, speclf'c help enhances
teacher belief and commitment; which in turn
leads to wider and better use of school improve-
ment techniques.

+  The central office also can collect data
and organize useful information. The key here is
to collect individual student data in areas directly
related to the instructional program. and to make’
that data available lmmedlately to the school and

- the teachers:

} . Finally;_astute district, superlntendents
develop school improvement programs that “fit”
with the sucial, polltlcal and fiscal norms of the

communlty If there is a hlstory of szrent involve-

ment; a school improvement program should have
parent involvement. If resources are short, the

program should reflect creative uses of eXisting
resources. If there is a. tradition_ of strong leader-
ship from the state capital and state sducation
department. a local school improvement program
shoiild rétlect that as 'w'en The point here is that

ences are respected the progr'\m has the greatest
chance for success: .

States Can Help

research lS that technlcal asslstance from outslde

the district can be very helpful. While the preced-
ing has shown that teachers. principals, central
administration staff and superintendents play the

most direct roles, people outside the dnstnct can

also pla)Leﬁ’ectlve roles:

edge and matenals from research and translate

them into useful mateyvials and activities-for

a
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tea«.her;. pnnupals supermtendents and state

program and policy staff: It cannot be assumed .

that research knowledge will easily find'its W.ii/

meﬂ'cnent for each of the 16,0600 school dlstru.ts

“in the coun:ry to engage in such translation exer-

cises themselves

sultants external to local school dlstricisme heip-
ful, and Sometimes vital, to the school improve-
ment process. They can link people to other

school districts or to resources_available across
the country, provide direct technical assistance to
the district in its special efforts or train staﬁ’ ina

variety of skills:

s External technical assistance can often
help people improve their problém solving pro-
cesses 5o they become less and less dependent

on outsiders:_In those technical assistance activi-
ties that include developing local capacity .for
problem solving, the long-term impact on the dis-

trict is broader ‘and the costs; both for the district

and the state; are less because the district is able
to do more o its owii. '

When local commumty tastes,

norms and prejerences are respected
the program has the greatest chance

£ or success.

- There are other helptil roles people and
agencies outside the local dlStrl'lCt can play, all

documented by research efforts in recent years.
-The short-term problem, however, is_that

‘much of this helpful technical assistance has been

pfovnded by staté education departments usmg

ICJ! programs, such as Ttle [VC of the Elemen-

tary and Secondary Education Act; or desegrega-

tion technical assnstagce centers: All of these
efforts ar~ jeopardized by ecent federal budget
cuts and the fiscal straits in most of the states:
Yet it .» precisely these low cost; high gain pro-

~grams that are necded when. resourcés are short.

* And ihe times make ‘maintaiding these state tech-

nical assistance strategies a critical leadershlp task
of state policy makers.

Much is known about how tQ ujnplemcnt
change at the locat level in order to increase the
success of local school. lmprovement programs.
While knowledge is still expanding in this area,

we know enough to forge ahead and expect posi-
tive results. This knowledge together with the
major gains made in the techniques of teachicg

and managing classrooms; supports an orgtlrplsurc
view of the prospects for school improvement in
the basic skills in the eighties. %
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